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MEMO FOR THE RICCORD
FROM: GIP

SUBJECT: Substitute for Planning Guidance

I doubt that the DCI nceds to begin a concentrated effort on developing
segeb-afs planning guidanceyg within the next few months, The 1975-80
period is far c'>f£; while I do think he must be concerned about it no
guidance ‘will have much effect —until he has established a presence. Iven
then I. do not think government has a record of paying attention to such
documents. Furthermore, the DCI faces more real, ncar-term problems
{including getting his staff to work together with some tommon purpose), and
he could make better use of his limited manpower.

As a temporary move to deal with the need for longrterm guidance
he could take several steps:

1. Instruct the controller to alert him to new or active
. 197 - %2,

projects which have a major cost impact in"thejperiod and over which
he can reasonably be cxpected to be able to exert inf%uencea

2. Leave the original document on the community as a preliminary
piece to alert managers to major trends as seen at first glance. Request
repliecs within his management forums and from other agencies, Plan
to issue a document in carly 1974,

3, Issuec a gencral statement of his view of commuity sirategy.
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4, Provide to his stalf a set of reasonable objectives to
he attained in conformance with execcuting the strategy outlined
in {3} above.
A staf.;ernent of comn’umii;y strategy is not meant in my thinking to
be a bland statement of policy, but somecthing from which actual action
can flow., His overall statement of policy (or strategy) should include:
-- The overall task facing the community.
~-- An appreciation for major constraints,
-- How to organize and fund the job.
IF'or example:

"The task of the Intelligence Community is to reduce the
uncertainty of decisionmakers about events by providing raw
information and analysis efessbizusmnitae-relevant to their needs

o | _
withinl,lconstraints of regsources available, The diversity of consumers
dictates decentralized analys.is ;Lnd digsemination of material, the
establishment of systems to determine the gaps in consumer knewledge
which intelligence can fill, and the preparalion of a ¥ariety of products
with differe:t focuscs on data, timeliness and analysis. The
uncertainty associated with analysis. requires competitive analysis
to surface logical differcnces and rigorous techniques to conduct
analysis and conununicato its results, leudget pressures nccessitate
increasced emphasis on management of both material and huwmnan
resources and the carcful sclection of additional projects and

cwnenditures to insure a real contvibution to conzurmer neods,
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The DCI could then establish four or five brond tasks to be
accomplished privcipally by himsell and his stalf in the next six months
or year. T%lCSC tasks could serve as a focus for his staff, a signal to
the comumunity, and a set of goals by which he can report progress to
the President. Examples of these for the next six months could be:
-- I'dcntify the needs of principal decisionmakers and modify
or‘develop products appropriately.
-~ I'stablish fiscal guidance for the overall size of the
intelligence budget and allocate portions to.respective agencies,
-~ Institute basic changes in personnel policies.
-~ Reorganize and redirect the effort of one major CIA/DCI
component (e, g., ONE, OCI, OLR, OTI}).

. ctf’n._n-t,—"{».i{s Nyekey o i e § .
~- Require sssiassesdomrosaaat to produce a certain number
L Iy

of cost reduction moves,

These objectives could be tied into a long-term plan -- in essence

the DCI's individual long-range plan for reorganizing intelligence -- which

could be laid out in a review of steps that JRS plans to take, Also, although

I do not want this idea to take on too much the flavor of manageiment by

. s .
obJeci:lé"‘;i (MBO), some goals (such as the cost reduction one) could be

set within the context of a menting of mmanagers like the Deputy Director{l
so1 )
g d G
where th + set funding or othexr goals for their departments.
A
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